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- By Donald E. Walker | N

here has always been Some ambiguity about the process

of unnersity leadership Among. the more honest of the
breed. or perhaps [ should say “seft-critical” members of ‘the
profession, there 15 an oceasional confusion concerning just
who 1s leading whom when the action s the Jheaviest This hind
of uncasiness about leadership foles 1n universities 15 reflected
te some estent in the current hiterasture. This has not always
been the case. At one time. 1f my memory of the conventional
wisdom in the ficld 1s accurateait was feit that the Universtsy
admunistrator, at least a successful adminpstrgtor. poucssud
certan characterstics which were. it not innate. then at least
characteristicsthard won in the school of ¢rying and ennobling
eyprricnee. 1}@\9 lcadership qualmcs were viewed as trans-
ferable certafnly from one university adnunstrative rofe to
another and probably from university leadership to every con-
cenable social situation requiring a helmsmgn and a «.ompdss
When the characteristios of the gnwersity adnunistrator Gt
whateter leael were outhined. they came out as 4 hind of 4
- composite list personalizing the insights ot the major. literary
‘Biblical prophets. the Boy Scout oath. the frigndlier descrip-
tions of the papacy. combined with sort of a lhumhn‘nl shetch

ot (xcneral Pershing .

Superstitious Learning

It appears to me as I think back over the hterature that this
general approach to the problem was superseded By~ some»
feeling for “context™ m university leadership  Thgview was
held that a successful umversity admunistrator was a person
wha huad certamn desirable characteristics which corresponded
with the particular needs of the specific situation  Under
either of the two ‘models mentjoned, obviously the task of
traming the uniersity administrator seemed ditficult if not
ymposstble On bad! days. 1 believe. accomplices could be
found to thy view that the entire spectrum of proposals for
the traming of university admusistration, while now more
frequently placed in sophisticated theoretical coptext. remans
a morass of what Jumes March refers to as “superstitious
learning.”™ highly derivative msxghts from a scanty few re-
search studies combined with* plam vanilla" good judgment
ahd expenience. I for ong. believe that such cynicism is
unjustified  We need not sugkender the problem totally to the
intwitionalists, nor-have we,done so. There have in recent
yedrs been’very sophlstlc‘mﬂ and consecutive approaches to
“the tratning for academic Admmlstmtors Fhe two strategies
which have had the most mﬂucnf‘c have been the gase study,
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approach, und the interpship traming programs of the Apen-

«an Counctl on Fducation and other Like-minded groups and
campuses  Fow would quarrel with those approaches to the
traming & university adnunistrators cather in coneeption or.
for the most part. in practical resufts

The third upproach to the traming of universits adnini-
trators has boen g bit more piceemcal but nonctheless. T think.,
successful — And this 15 the strategy of providing specialized
work\hups tor university admunmistrators in partitylar problem
ageas Of coneerno the academy at any point m time. |} think
i fair to say that 1n spite of our increaging sophlslh.,mon
our approach to"the entire probicm of traming university
leadership sull hygs aboutat the gualitics of 4 dialogue begween,
Dr stian Burn;rd/(rnd Mury Baher Eddy with the ex-

| afid conttibutions of eath varying aceord-

Ing to onedu i observation, experience. and taste, ¢

Let me suggest that the tash o) training unisersity leaders

\may.be advanced in cffectiveness if we direct attention to two

tashs first. the deselopment of more suphisticated. models of
the hind of orgamization o wyversity is. and. sceond. the
devddopnient of more precise delincations of the nature of the
multfple fcaderdup tasks which must be performed 1n 4
universiyys setung. To address ourselves first to the problg.m

\of the nalurc of the university, I would like to direct attention

Ty

to 4 volumie soon to be published on the American College
Presidency  The volume 3 authored by Michael Cohen and
James G March  The model pmpusui for a unmversity by
Cohen and March 15 that of an urganized anarchy. Allhough
I am certamn each of us wl'rgn communing with an intpatient
vracle has harbored the suspicion that the untversity could
be characterized pejoratively in exactly such terms. ( dhen and
Murch have raised the concept to well ordered majesty. The
authors define an  vrganized anarchy™ very precisely. They
view such an organization as characterized by,

I Problematic goals—""the organization appears to operate

Daonald E.<Walker, prosident of Southeastern
Massachusetts 1 niversiun presented this paper
on the dvnarucs,of persopnel at the NACUBO .

apnmal - meeting o Julv, 1973 A prolific
wirttcr soctedogist and seasoned admuoustrator, !
Dr Wulker previoushe scived as acung presi-

dent of Sart Diego State College, and as vice
chancellor for student affairs and senior lecturer
m the Graduate Schasl of Adnunsstration of
the 1 niversity of ((Ihlurmu Irvine
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' on « variety of «nconsistent and di-defined preferences i the standard ‘teaxtbovhs on ~adminstriton  Some recon-

At can be described better us a loose collection of chang:
- ing "ideas than as a coherent stfucture It discovers
preferences through action more often than it acts on
the basis of preferences,’ . .
Unclear technology— although the orgamzatton map-
ages to sunve. and. (where relevanty produce. 1t does
not understand 1ts own processes. Instead. it operates
. on the basis of 4 simple set ot tnal-and-error procedures.
the restdue of Rarming from the accidents of past ex-
periences, matatfon. and  the inyentions  born  of
qnecessity . - ’
Fluid particspanion~"the pazrucipants 1n the orgamza-
tion varny among themselves 1 the amount of time and

19

fad

the cffort they devote to the organizatign: induvidual |

participants vary from orfe time {0 another ™ *. The
boumdaries ot the organization dppedr to be uncertain
and changing ™

Cohen and March point out  these propertics arc not lini-
ited, 10 educationad pstitutions, but they arc particularly
conspieucus here  In prewenting an overview of ther posi-
tion. the suthors ‘tate ‘the Amcrican wﬂm. OF URIVCTSITY 1>
“ pro!pt\pk.' orgamzed anarchy It does not know what it 15
doing " IS gouals are cither vague oF in dispute. Its wech-
nulol_\ is fanuliar but not understood. Its major partiipants
wander in and vut of the orgamzation  These factors do not
.make th, amversity « bad organization or a disorganized one.
but they do make 1t a problem to describe. understund. ard

- lead ™ Finally, for purposes of the present diseussion. Cohen
«and March eonclude that =
ney theory of management Much of our present theory of
management introduces meclfanisms for control and coords-

" nation that assume the existencé of will-defined goals and
technology, as wcll as substantial participant involvement in
the affairs of the organization. When goals and techndlogy
are hazy dnd participation is fluid. many of the axioms and
staridard procedures of Management collapse.”™

At this point it might bq’ well to vbserve that the prohlums
of admmxs(enng an org.dmzcd anarchy are not uniquely the
problems of the university presidency  All constituencies of
the university. including other administrators. faculty, stu-
dents, trustees, and thc general public. arc caught up in the
problems occasioned by the nature, of the organization. Cer-

_fainly it will not be within my purview to attempt to dcvdop
new thédries of admunistration for an “organized .maruhy
or even 10 reproduce entirely the insightful theories of Cohc/
and March. The Cohen and March volume. howevet, wl.
my view. have nolxccablc impact on future perspectives, én
fhc admmlslrdnon of »omplcx organizations, parll;ularly -

~

w_ould seem to be that fur the foresecable future, »¢ nuy rfeed
to be “short ball hitters™ in our scarch for techniquegf fur
leadership training for umiversities Y
! !
Fitting Skills Into Slots " '

. There are identtfiable kinds of shills that are usgful n
ungversity !cadcrshap roles, even in universitics vighed ay
’orgamzcd anarchies,” There are functions lhat know
meed to be performed day to day if leadership. respofbibilities
are to be dlschargcd ‘}dcquatdy Thc sklls and fustions of
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. organized anarchies require

4 of the indtitution in reaching these goals.”

«.uptuahzmg of leadenhip responsibilities in o university may
be needed Dr. Roger Heyns, prestdent of the American
Ceuncil on Educauon, in a gecent address to the national
assembly of the American Association of University Admin-
istrators, referred to 2 number of leadership tasks that con-
front university adnunistrators. His analysis presents a good
model He proposes. 1f 1 hesr him correctly. that the job of
developing managers for higher education consists realisucally
ih dividing the tasks which confront unnersity administrators
into small enough and speciahized enough units so that they
can be managed. He suggests further that administrators may
be trained in the shills necessary for these specific tasks of
managenent  With the full recognition that the agenda for
which tramngs are required may <hift from ume to time and
the kinds of <kils necessary to admlm\tcr a university may
be modified n an “orgamzed anarchy.” "nevertheless. the list
proposed by Roger Hum 1s convincing  first,
dedication, to equal opportunity and affirmative acuon goals ™

"+ I behieve Dr Heyns s suggesting that there may be special

lcadership shiils required in working in the ;qu.al opportunity
and athrmative action arcas of the unnverdty. ‘He 1s not. |
belicve, simply suggesting that persons working in these areas
be munority persons beeause their acceptance is higher with
minority groups [ here may. indecd. be real and subtle skills
of administration myvolved in these working areas for which
training can, be provided and in which redl feadership .other
than charisphatic leadership may be developed

>
’ .

“Low ( rade Irritations™

He ns lists as a seeond leadershsp task “the increasing of
tional sensttivity to low Ll’ddL irfitations.” Here again.
Dr/Heyns suggests that there may be .feal shilis involved at

résolving frictions within an organization. particularly uni-
] ersities  Certain types of personshities are more Carminative,
yunyuestionably, but there may be more than fortunate per-
sonality charactdpistics 1 the administrative ability to identfy
and reduce conflict. As & third tash Dr, Heyns lists “institu-
twnal goal setting and the more effective use of the resources
_The facts of the
udse are that unixcrsitivs are mowving. dynamie -institutions
with assigned goals and «lso functional goals. Both types of
" gouls change, from time to ‘ime. Further. the assigned gouls
dnd .the functional goals do not always correspond. The
turmoil of the 60 s ilustrates this problem very ntatly. Purt
of the problems of uniwversities in the 60's gfose from the
fact that universities had been. from one point of view, too
suceessful. Further, they had (laimed to be able tu Jdo more
if glvo%thc opportunities :

» Unul the 60’ universitics had several pefcerved functions
The pursuit of the intellectua) enterprise with all of its many
ramifications. apparati. and values was primary, at least as
these purposes were outlined in catalogue statements. * By
somex  these goals were viewed a5 the only legitimate goals
of the’ university.

It was apparent. however. that in fuct in an increasingly
technologizing socicty umversitios provided the prinuipal gate-
way nto the professions. .

At the Jevel of. functional reality it was upparent that uni-,
versities also served as a way 10 keop youny people vut of the
job markee for a period of time.

Universities also served on vecasion as gathiening places for

.
;/
;

“to renew our,

interpersonal level i, making universitics aware of and,
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" public recreation such as the Big Game.”™ Muass socicty needs
gathering places. ft requires situations where people can ¢ngoy
the feeling of timacy wahout acapung the rishs of Hugh
levels of personal interaction.

Univepities served, also. as marriage markets. ‘.
Finally. universities senved to socnqhze peopke to the valucs
of « particular dass and, by <0 doing, to provide some.of the
necessary shalls and resnforcements for social muobulity
. In the 60" other assignments were placed upon universities.
. (a) Universities were assigned the tash of praviding large
badres of scientific und technical knowledge to a world that
was rapudly competitisely technologizing (b Since the umi-
versities had claimed to make better peupie  the suviety looked
10 the_univeraties to provide the <ocial cement in o society
where the curve of individual behavior was widening, (<) As
vampus distuptions began. the university was expected to be
the principal agency of law and order for thé ypunger gen-
eration of the middlc class At this point. the new Jeft dded
their demands that the university be a principal agent of social
change. and the fur right. in turn. insisted that the university
be a center for intellectual and moral potty -traiming

Goal Setting for the Publies

The problem of institutional goal setting 1s important to a
uninersity. If indeed, however, the University «with a capital)y
5 an “organized anarchy’ as Cohen and Muarch suggest, the
task may be differentan nature than tradinonally conceived
If & university 1s in fact an institution \«\hqsu ‘perimeters are
vague” and whose goals grow out of the activities in which -
itengages, then the traditional industrial model for godl setting
and goal gchicvipig may be in fact penipheral o the realities
of university adminmstrative hfe. The publics of a university
do not percetve the realities of university goal setting as de-
scribed by Cohen and March as erther realistic or acceptable

A need anses. therclore, to explain the shifting and func-
twnal goals of universities to the public or to wentify some
guals in programmatic terms which will satify the need of

_the public apd legislatures tor more precise answersy fu gues-
uons concerming the direction of institutions than those which
Cohen and March might be able to supply from their theo-
retical conteat. The gugstion as to whether traditional goal
setting 1s meaningful for unisersities or not becumes peripheral
when the many publics of wiiversities demands such goals
Such goal sattimg and goal achievement s not managed well
by umiversities  The standard device employed for goal fising
1s the development of @ master plan for the university during
an intensive vear of commuttce mectings  Usually the final
master plan 15 handed down frym  asbove in the form of a
repurt from « bluc nbbon commuttee.” After the plan s
filéd, only the most compulsive would demand that it be
brought out from time to time to be updated in the Light of
¢ what has really taken place on the campus  Frivolous as it
may seem, this exercise is apparently useful 1o untversitivs
in difficult to understand ways and 1s necessary for the pubhic.
Perhaps n}ofc systemati and rational approaches w the prob-
lem of goal sctting in “orgamized anarchics™ are possible. In
any event. trained leadershup and rather speciahized leadership’
niay be required to deal with the compleatties of this probl\,m

area
Heyns' fourth task 15 accountability 1n the use of ré
sources.” In the last year or two, universities have become

increasingly aware of the need fuor more sophisticated | ac-

counting and reporting procedures.
-

I believe lhls 15 parmu- .

Qo - » - " t‘

larly true of state institutions. .but, unquestionably to some
extent the need s felt dlso sn.private institutions. The pressure
on the private institutions has been occasioned by fiscal
stringency and the need to decide where to cut and conserve
resources in the fuce of declining enrollments and rising costs.
The prospecis of steady state” operation and possible cut-
backs tugether with increasing competition for the public taa
dollur are placing simular requirements on public mstitutions.
As asailable medels for budget reporting and allocation have
becume more sophisticated. the need for specialized leadership/”
in this area has become more apparent.
The fifth task 1s collective bargaining.” It seems appargnt
that if institutions of higher learning continuc to be -
by outside or inside forces. they will retreat to tamiliar
of dJefense.
historicallyhas been effective in bringing about certar
changes  Afademics. as yet. do not know quite
unton model fits the university.
discuss the problems and the developments n
collective bargaining se¢m to wompound thg copfusion at 1n-
creasingly exalted levels - Although there 15 yomy evidence that
collecuve burgaining on campuses may becgme more con-
cerped with aft phases of a university’s funcfioning including
academic governance. 1t 1s my opinion that the best prediction
foresees collective bargaining in colleged and universities
drifting in the direction of more exclysive foncern with wages,
hours, and working cunditions 1n the .lpng term. Whatever
the future trend, howeser. it seems apglarent that rather spe-
ctalized feadership will be rgquin.d wiyhun university admunis-
trations 10 manage the problems®occhsioned by unionization
and collective bargaiming contract iterpretation and enforce-
ment. T will say more about this in brogder context presently,

Specialized Response To Publie Accountability

Heyns lists as a sinth, ldeLl’Shlp areng “the development of
coordinating and planging groups at extra campus levels.”
The relationship of the campus to ‘coordinating and planning
groups focated  off cdmpus’ physically and sometimes psycho-
logically s h;cumm‘é'«n very real 1ssue in higher education
There have always been outside incursions into Americdn
higher cduc.mun;ﬁnic the Morrdl Land Grant Aect in the
1860’ Such ingigsfons have always been uncomfortable for
ufiiversities and Have always been greeted as unwelcome
intrusions  In the fong term, however. while such interferences
can and have heen.mischievous on occasion, the very vitality
of American ;irghcr education may be due in no small degree
to this mlrusj\e habit of the sodiety, Speciahized Iéadership,
huwever. mdy e required to deal with increasing tendencies
of legislatures,and other groups to concern themselves more
or less intiately with Amenican higher education,

Spectalized Jeadership will be needed to work with legis-
lators and ofber groups to interpret the unm_rsn) to ats pub-
lies, to pll.nd its catises, and to transmit in turn to the unmiver-
sity rcspoz\s!lbk pubhc voncerns.

In the . Jrum of ‘manpower planting and Jevelspment in
universdivs.”™ therc remagn two additional problems to which
I wuud direct attention Certainly. o necessary approdch to
the lmmin&, of leadership will be. s Roger Heyns su;_.g(.sls
to breakf leadership tasks down mto “trumnable™ umits. There
willjalsp e theneed for some kind of synoptic or gencralized
lcadcry}np traiming  If this is the case. and of somedype of
genérglized sKills will be required at many levels of university
admmastmlmn imnduding presidents, then | would suggest that

.~ AUGUST. 1973




<

7

such leaders will need practide in the building und the effective
use of management teams

It is remarkably difficult to build top notch management
leadership teams. The shills involved in creiting and using
such teams are subtle and comples  Here again. the quustion
arises concerning the degree to which suchsshills are “inborm™
or 4t least idiosyncratic and the ¢xtent to which they can be
transmtted  Personally. I fall on the transmussion side of the
debate 1 believe that shills in the training of and use of
management teams can be identificd. taught. and learned. The
conscious dentification of these skills and the cffort to transmut
them 15 one of the major jobs facingius in the arena cof
manpower management devclopment for universities,

>

Yewe Rational Structures Yeeded

I would add u final point  As one of the tasks of manage-
ment development we should perhaps emphasize the need to
Create strictures within the unmersity which dre more
amenable to rational management procedures Perhaps the
orgamzed anarchy of the university need not be so anarchic,
at least not all of the time  The_problem of training for lead-
ership 1n universities may well involve the development of
greater sophisti®ation in the areas of conflict resolution and

ofteptimes are made, beeause the administrative chimney s
seen as the place to always start the fires and to generate the
heat  To let the dedns or the president make the tough deci-
swons provides faculty with 4 cornucopia of grievances in
which admuinistrators are always the bad guys The real point,
however, 1s nut that effective faculty decision saves adminis-

trators from “heat,” but that beticr deutsions are usually made
when faemlty judge taculty in responsible ways

Effective governance uf 4 universtty 15 dependent upon the
willingness of faculty and admunistrators to share, accept, and
caercise responsibilities that are concunutant with their roles
12 the university. The pass the buck and_then react syn-
dromc™ cncouraged by an admunsstrative chimney model for
conflict resolution must be replaced by a model similar to that
of a forest ranger or conservationist who sees and accepts the
need and responsibihity tor controlled fires at strategic umes
angd places 1o prevent the disasters of a holocaust.

Theynew union contract af SME. and | propose 1t as illus-
trative rather than exemplary. provides for “tie-breakers™ at
variows lfevels )n the umiversity structure so that quarrels, for
example. between taculty member and faculty member are
frequently settled by colleagues without an automatic appeal
pfocedure up the administrative flue. The development of
more rational low. confhet suscepuible structures for gov*

consensus seehing 1'm speaking now not of the interpersonal. *  SFRANGE in university management may yell become ? Spe-. i
shills necessary to resohve conflict and to build consensus. but clahzed drea for the tr. m}mg of the Jdmmlslraf;ors Col QC!;J\;L .
skills in the development of the adminstrative and institu- bargaining is one way of developing low conflict susceptible .
tonal structures which make such tashs easier. | propose an structures for governance It is not 4 panated for the sofutiop C
example from thc new contract between the University of the problems of a univerty. but 1t allows for the mo \ .
Trustees and the Faculty Federation at Southeastern Massa-  Tapid maturity of a university's functioning through the® jont * .
chusetts University.  Under the previgus contract when formalization of policies and procedures for effective go o
~ conflicts developed between fuculty members or between o | urnance. The best of acadenic governance 15 seldom cr | iy
faculty member and his department. the structurc required by 4 contract. the contract merely formalizes what morc afte ;
. that the problem be presented to an admunistrator.  Adminss- than not was developed over lung periods of ume and 'provc .
- v
-trators are. by common consent, viewed on most campuses successful in other instances. it it
as the least competent and the least credentialed members of The Berkeleys and Harvards of this country (lo mcludc‘thc
the academic’community to resolve such conflicts In a vefy best of universities from coast to coust) hz{v; modes of
. real sense this perception 15 correct. Neverthelcss, once hav- operation and governance that are the product,of long years
ing been refesred to"an administrator, the matter was uppul- of faculty -.onu..rn and involvement. A unlvcntsny collective
able only from one layer of admunistration to another untl  bargaining agreement 1s. an eclectic documentf that borrows .
the issue was finally resolved in the Board of Trustees. Be- the best of what has been tried a_nd proven, adds some inno-
cause of this structure, there was a “chimney effect” built into vative thought in instdnces. and formahzes thé,sc into ¢ mu-
the admmlslramc structure of the university which conducted tually agreed upon st of polivies and procedure§ for university
the “heaf” automatically up the chimney. This situation was governance. When eacrused properly, collecfive bargaining
imperfect not only because it made life more difficult for  on the campuses can make gmn‘t steps tovmfd institutional
administrators. It was poor because the solutions, reached to maturnty.
problems were not usually as good as solutions. by definition, Fmally, 1t must be said that we are only m the very early
that could have been developed by those closcr to the facts. stages in our understanding of universities 4s management ~
Additionally, the chimney effect of conflict resolution arendas. We must broaden this understanding if we are to
that funnel¢ problems up an administrative flue has a de- develop more sophisticated and skillful  leadership an a
leterious effect on faculty deciston mahing Hard decisiony period of transition for the soctety and for the university. *
t A
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